720  ARMY  MR  COLL  CARLISLE  BARRACKS  PA  p/(  s/g 

I*  ***’*‘^^  *•*  ’■*«  DEVELOPMENT  OF  COMMANDER— ETCIU) 

APR  92  P  KZTCHXNwS 


SECURITY  CLASSIFICATION  OF  THIS  PAGE  fWhan  Dmtm  EnUniC 


REPORT  DOCUMENTATION  PAGE 


.  REPORT  number 


4.  title  rand  SubtitU) 


To  Determine  The  Impact  of  OPMS  on  The 
Development  of  Commanders 


READ  INSTRUCTIONS 
BEFORE  COMPLETING  FORM 


3.  RECIPIENT’S  CATALOG  NUMBER 


S.  TYPE  OF  REPORT  «  PERIOD  COVERED 


Student  Essay 


6.  PERFORMING  ORG.  REPORT  NUMBER 


7.  AUTHORTaj 


B.  CONTRACT  OR  GRANT  NUMBERTa. 


10.  PROGRAM  element,  PROJECT,  TASK 
AREA  ft  WORK  UNIT  NUMBERS 


LTC.  Phillip  Kitchings,  Jr. 


9,  PERFORMING  ORGANIZATION  NAME  AND  ADDRESS 

US  Army  War  College 
Carlisle  Barracks,  Pa.  17013 


II.  CONTROLLING  OFFICE  NAME  AND  ADDRESS  12.  REPORT  DATE 

Same  _ 19  April  1982 _ 

13.  NUMBER  OF  PAGES 

28 


4.  MONITORING  AGENCY  NAME  ft  AODRESSri/ diWaranl  rnun  Coniroffinft  Of/ica;  IS.  SECURITY  CLASS,  fal  <b<a  raportj 

Unclassified 


■ 


f5«.  OECLASSiFICATlON/DOr'IGRADINC 
SCHEDULE 


16.  DISTRIBUTION  STATEMENT  Co/  ihJa  R«por0 


Approved  for  public  release;  distribution  unlimited, 


17.  DISTRIBUTION  STATEMENT  (ot  th»  abstract  antared  In  Black  20,  ll  dlllarant  tram  Raport) 


19.  KEY  WORDS  (Continue  on  rev«r««  if  necoswory  md  fdontffy  by  block  number) 


20.  ABSTRACT  (Cpntinuo  an  rmrormo  aidd  H  naeoaaory  mnd  Idontlfy  by  block  number) 


Continuing  concern  is  expressed  that  the  officer  career 
management  system,  implemented  in  1975,  is  not  accomplishing  its 
mission  with  regards  to‘'putting  the  best  troop  commanders  in  command 
of  troops  at  least  to  the  degree  it  should.  Through  a  literature 
search,  a  survey  of  selected  officers  and  studies  sponsored  by 
Department  of  the  Army  an  attempt  was  made  to  examine  the  OPMS 
hilosophy,  mission  and  objectives  to  identify  and  deliveate  OPMS 


DO  ,1 


FORM 

JAN  73 


EOrTION  OF  f  NOV  M  |S  OBSOLETE 


security  CLASSfFiCATrON  OF  THIS  RAGE  (Whon  DdTf^tered) 


8KCUWTY  CLAMIFICATIOM  Or  THIS  PAOKO—  Oala  mutU) 


continued. 


X^Item  20. 
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there  are  several  areas  of  weakness  for  which  remedial  actions  are 
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Although  the  Army  Implemented  a  new  system  of  officer  career  manage¬ 
ment  in  1975  in  response  to  guidance  from  the  Army  Chief  of  Staff  idiich 
included  developing  a  system  to  "put  the  best  troop  commanders  in  command 
of  troops,"  there  is  continuing  concern  expressed  that  this  is  not  being 
accomplished  to  the  degree  it  should* 

This  paper  addresses  the  impact  of  the  Officer  Personnel  Management 
System  (OPMS)  on  the  development  of  qualified  battalion  and  brigade  com¬ 
manders*  It  examines  the  OPMS  philosophy,  mission,  objectives  and  puiv 
pose  in  an  effort  to  identify  and  delineate  OPMS  functions  in  commander 
development*  The  views  of  selected  officers  are  provided  to  illustrate 
perceived  positive  and  negative  OPMS  impact  on  commander  development* 

Data  was  obtained  through  a  literature  seeirch,  a  survey  of  selected  of¬ 
ficers,  Inteindews  and  small  group  discussions,  and  studies  sponsored  or 
directed  by  Department  of  the  Army*  Other  studies  and  papers  also  pro¬ 
vided  useful  data*  The  research  effort  revealed  that  officers  are  gen¬ 
erally  favorably  deposed  toward  OPMS  and  its  contribution  to  commander 
development.  However,  there  are  areas  of  weakness  for  which  remedial 
actions  are  proposed* 


Accession 

GRA&I 
p-'.lC  TAB 


U;;- 


,Y  Cocies_ 
;  v.  j./O  T 
■  : 


la; 


"TO  DETERMINE  THE  IMPACT  OF  OEMS 


ON  THE  DEVELOPMHJT  OF 
COMMANDERS" 


INTOODUCTION 


The  subject  explored  in  this  paper  is  complex,  and  it  is  one  that 
evokes  considerable  emotionalism*  Military  command  epitomizes  the  pro¬ 
fession  of  aims  and,  for  some,  it  represents  the  capstone  of  their  efforts 
to  make  a  significant  contribution  to  the  institution  they  serve,  and  a- 
chieve  honor  and  glory.  In  our  Army  vhere  ground  combat  forces  are  pre¬ 
eminent,  command  of  those  forces  is  unquestionably  important*  Some  would 
even  suggest  that  "so  fundamental  is  this  axiom,  so  universally  accepted, 
so  often  stressed  that  no  self-respecting  soldier  can  deny  it,  no  officer 
refute  it,  or  no  military  historian  ignore  it*  We  eulogize  superb  com¬ 
manders,  score  inept  ones*  We  have  become  so  convimed,in  fact,  of  com¬ 
mend  importance  that  ve  take  great  pains  to  centrally  select  only  the  very 
best  for  command  assignments  at  battalion  and  brigade  levd*"^  The  pro¬ 
fessionalism  and  quality  of  the  commander  is  crucial  to  the  combat  power 
of  a  military  force  and  the  importance  can  hardly  be  emphasized  enough* 

The  importance  of  command  is  such  that  successful  command  has  become  a 
vital  prerequisite  for  selection  to  attend  a  senior  service  college* 

Developing  qualified  commanders  Involves  a  whole  plethora  of  actions 
or  activities  of  varlng  precision  and  sophistication*  Exactly  what  it  en¬ 
compasses  -  either  quantitatively  or  qualitatively  -  Is  a  matter  of  widely 
differing  opinions*  However,  the  focal  point  of  the  subject  is  the  OIHS 
aa  a  management  device  for  "cradle  to  grave*  management  and  development 
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for  the  vast  Bajority  of  Army  officers. 

The  Army  system  for  managing  officer  careers,  OPMS,  evolved  as  a  re¬ 
sult  of  dissatisfaction  within  the  officer  corps.  This  dissatisfaction 
was  highlighted  in  the  1970  US  Army  War  College  Professionalism  Study 
tdiich,  among  other  findings,  noted  dissatisfaction  with  assignment  and 
promotion  practices  utilized  by  the  Army  during  the  Vietnam  conflict  as 
well  as  changing  attitudes  toward  specialization.  The  major  objections 
were  emphasis  on  generalization,  with  its  inherent  rapid  job  rotation, 
and  a  perceived  requirement  for  command  in  every  grade  as  a  prerequisite 
for  promotion.  Adherence  to  these  principles  had  fostered  a  philosophy 
of  "ticket  punching"  as  the  surest  route  to  success  and  it  had  begun  to 
undermine  professionalism  in  the  Army.  Consequently,  the  Chief  of  Staff, 
in  October  1970,  directed  a  study  to  revise  the  system  of  officer  manage¬ 
ment.  In  his  memorandum  to  the  DCSPER,  outlining  guidance  he  addressed 
the  needs  of  the  Army,  but  also  the  individual  officer's  abilities  and  de¬ 
sires.  The  concept  of  specialists  vs  commanders  and  the  equality  of  fore¬ 
seeable  promotion  and  schooling  opportunities  were  seen  as  meijor  improve- 
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ment  areas.  As  quoted  in  part  from  his  guidance  memorandum  the  Chief  of 

Staff  outlined  his  guidance  on  priorities. 

The  first  task  is  to  examine  oxir  policies  and  procedures 
with  respect  to  command  assignments.  We  must  seek  to  a- 
chieve  higher  quality  and  greater  stability  in  command.... 

I  want  to  identify  our  field  grade  officers  best  suited 
to  command,  to  designate  them  explicitly  as  such....^ 

In  response  to  the  Chief  of  Staff's  tasking  memorandum,  an  OPMS  plan 
was  completed  and  forwarded  to  the  field  for  comment.  The  forweoding  let¬ 
ter  Identified  that  the  guiding  philosophy  of  OPMS  included  Identifing  eaav 
ly  and  developing  centrally  officers  most  qualified  for  oommand.  Through¬ 
out  BUdi  of  the  OPMS  developmental  process  this  emphasis  on  commander 
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developaent  has  been  an  essential  ingredient.  Prior  to  this  time,  the  per¬ 
sonnel  system  did  not  provide  for  the  early  formal  Identification  and  de¬ 
velopment  of  commanders.  Ihe  only  system  that  cane  close  was  when  an  of¬ 
ficer  was  assigned  to  a  major  unit  "branch  command  recommended,"  but  there 
was  still  no  assurance  the  officer  would  assume  command.  In  the  proposed 
system,  officers  would  be  tentatively  identified  for  command  or  staff  de¬ 
velopment  in  the  grade  of  major  and  formally  designated  in  conjunction 
with  promotion  to  lieutenant  colonel  and  colonel.  Ihis  proposed  system 
has  evolved  into  the  present  OPMS  tdiich  includes  a  centralised  command  se¬ 
lection  system  to  place  the  officers  best  qualified  for  command  in  desig¬ 
nated  command  positions. 

The  purpose  of  the  OPMS  as  described  in  DA  Pamphlet  600-3  (Officer 
Professional  Development  and  Utilization)  is  to  enhance  the  effectiveness 
and  professionalism  of  the  officer  eorps.^  ....to  ensure  that  sufficient 
numbers  of  highly  qualified  officers  are  always  available  to  assume  posi¬ 
tions  of  Increasing  responsibility  and  scope  throughout  the  Army.  It  is 
suggested  that  this  is  accomplished  through  ensuring  the  intellectual  and 
professional  growth  of  officers  in  accordance  with  Army  requirements.  Fur¬ 
ther,  officer  assignments  and  training  policies  are  designed  to  promote 
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the  development  of  leadership,  managerial,  and  technical  skills. 

In  spite  of  the  foregoing,  there  is  continuing  concern  expressed  that 
perhaps  OPMS  is  not  contributing,  to  the  extent  it  should,  to  the  develop¬ 
ment  of  battalion  and  brigade  commanders.  Instead,  it  is  suggested  that 
officer  specialists  are  being  developed  who  do  not  possess  the  breadth  and 
depth  of  knowledge  and  experience  desired  to  execute  most  effectively  the 
duties  and  functions  of  command.  Regardless  of  whether  this  perception 
is  in  accord  with  the  facts,  it  appears  to  portray  accurately  the  concerns 
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and  convictions  of  a  significant  aegnent  of  the  officer  corps  based  on  my 
literature  seeurch  and  the  results  of  a  survey  of  the  USAWC  class  of  1982, 

DISCDSSION 


My  literature  search  revealed  a  paucity  of  official  studies  and  docu- 
■ents  specifically  addressing  the  impact  of  OPMS  on  the  development  of  qual¬ 
ified  commartders.  However,  there  were  several  that  addressed  the  subject 
at  least  tangentially  and  many  of  the  findings  and  recommendations  are  re¬ 
levant,  Those  findings  will  be  discussed  in  so  far  as  they  complement  and 
supplement  the  primary  source  of  data  for  this  paper  -  a  survey  conducted 
to  facilitate  data  collection  through  the  compilation  of  opinions  and  rec¬ 
ommendations  of  uniquely  qualified  officers, 

RETO  STUDY 

The  1978  Review  of  Education  and  Training  for  Officers  (RETO)  devoted 
considerable  attention  to  commander  management.  In  looking  at  the  officer 
education  and  training  process  and  the  centralized  command  selection  sys* 
tern  as  subsystems  of  OPNS  the  RETO  study  highlighted  several  issues  that 
have  an  impact  on  developing  commanders.  The  study  reflects  the  aura  at¬ 
tributed  to  selection  for  command  and  subsequent  successful  performance  in 
command.  It  likewise  posits  that  successful  command  is  crucial  for  subse¬ 
quent  selection  for  senior  service  college  and  promotion  -  a  fact  repre¬ 
sentative  of  officers  across  the  spectirum:  combat  arms,  combat  support, 
and  combat  service  support.  The  study  found  that  95%  of  all  colonels  of 
specialties  within  OPMS  responding  to  the  officer  sturvey  (conducted,  as 
part  of  the  RETO  study),  indicated  they  had  battalion  or  brigade  command 
experience.  The  situation  in  combat  arms  was  even  more  striking.  More 
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than  98{  had  commanded  at  battalion  or  brigade  level.  These  data  are  rep¬ 
licated  In  the  findings  of  my  survey  of  OPMS  managed  officers  in  the  USAWC 
class  of  1982  vhere  100%  of  the  combat  arms  officers  responding  had  command¬ 
ed  at  brigade  or  battalion  level. 

Inasmuch  as  the  command  selection  system  performs  in  accordance  with 
the  purpose  for  which  it  was  instituted  -  to  place  the  officers  best  qual¬ 
ified  for  command  in  lieutenant  colonel  and  colonel  positions  -  the  fore¬ 
going  information  should  not  be  surprising.  Nonetheless,  the  RETO  study 
found  a  nagging  fear  and  genuine  concern  within  the  officer  corps  and  es¬ 
pecially  its  senior  leaders,  that  our  current  system  nay  be  deficient  in 
a  number  of  ways: 

-  Ve  may  be  weeding  out  some  late  bloomers  before  they 
even  get  a  chance  to  blossom. 

-  There  is  a  clear  heed  for  talented  individuals  whose 
skills  mayr  not  lend  themselves  to  command  excellence 
but  whose  skills  are  nonetheless  needed  in  positions 
of  high  responsibility.  So  we  may  be  nonselecting 
some  valuable  assets  for  promotion  on  the  basis  that 
they  had  never  commanded,  rather  than  on  the  basis 

of  Army  needs.  Ve  may,  in  fact,  use  the  wrong  reason 
not  to  promote  the  right  people! 

-  We  may  be  prematurely  demotivating  some  extremely  com¬ 
petent  officers  by  signalling  them  through  command 
lists  devoid  of  ^eir  names  that  there  is  a  dead  end 
in  their  futmre.o 

Proposals  considered  to  remedy  these  assertion  spanned  the  spectrum 
from  shorter  command  tours,  making  command  a  specialty  and  creating  an 
additional  skill  Indicator  (AST)  for  commanders. 

-  The  idea  of  shorter  command  tours  would  expand  the  niunber  of  com¬ 
mand  opportunities  and  create  a  large  pool  of  experienced  battalion  and 
brigade  commanders:  such  a  pool  of  experienced  commanders  would  facili¬ 
tate  rapid  expansion  or  mobilization.  Additionally,  shorter  tours  with 
its  greater  number  of  commanders  selected  would  avoid  or  reduce  the  weed- 
out  of  the  late  bloomer.  However,  the  shorter  tour  proposed  was  rejected 
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for  several  reasons 


—  Organizational  turbulence  caused  by  relatively  frequent  changes 
in  direction  resulting  from  differing  command  philosophies. 

—  Diminished  value  of  the  commander  as  a  role  model  because  he 
isn't  on  the  scene  long  enough  to  have  the  impact  of  favorably  developing 
his  charges,  especially  his  junior  officers. 

-  The  alternate  specialty  proposal  was  discarded  because  of  the  like¬ 
ly  development  of  a  perception  of  elitism  toward  commanders;  and  because 
duty  module  analysis  demonstrated  that  commanders  must  possess  strong  tech¬ 
nical  proficiency  in  their  particular  specialties  and  these  technical  pro¬ 
ficiencies  were  not  necessarily  transferrable  between  specialties. 

-  AST  consideration  evolved  somewhat  differently,  and  the  negative 
connotations  were  not  found  to  be  prevalent.  Rather,  the  RETO  study  sug¬ 
gests  the  ASI  could  be  assigned  early  in  an  officer's  career  and  those  of¬ 
ficer  possessing  the  ASI  could  be  managed,  trained,  and  educated  as  future 
commanders.  Those  officers  without  it  could  pursue  other  skills  and  not 
have  to  compete  for  the  limited  number  of  commands  available.  The  desig¬ 
nation  of  command  with  an  ASI  also  offers  other  advantages. 

—  Adequate  time  to  ensure  prospective  battalion  and  brigade 
commanders  are  trained  in  optimum  alternate  specialties  best  suited  to  the 
Army's  needs.  Such  specialties  could  include  personnel  management,  tacti¬ 
cal  Intelligence,  operations,  supply,  etc..  Since  some  specialties  obvi¬ 
ously  have  more  relevance  to  command  it  would  seem  prudent  to  optimize  the 
niuBber  of  prospective  commanders  with  the  appropriate  alternate  specialty. 

—  The  ASI  approach  has  merit  in  the  context  of  e]q>an8ion  or  mo¬ 
bilization  because  it  is  a  means  for  providing  sufficient  numbers  of  qual¬ 
ified  commanders  at  each  level  to  assiime  command  at  the  next  higher  level 
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vith  cotxfidence 


“Hie  study  concluded  that  the  Army’s  future  needs  for  a  well-rounded 
professional  officer  corps  would  be  enhanced  if  commanders  were  recognized 
early  and  schooled,  groomed,  and  nurtured  for  future  higher  level  commands 
and  if  talented  officers  who  woiild  never  command  perceived  reasonable  op¬ 
portunity  to  achieve  their  full  potential. 

USAWC  Study  on  Military  Professionalism 

Another  study  which  treats  the  impact  of  OPMS,  at  least  peripherally, 
is  the  US  Army  War  College  Study  on  Officer  Professionalism  1979.  The  re¬ 
levant  findings  and  observations  are  listed  below. 

-  The  study  revealed  that  76%  of  the  officers  responding  felt  that 
formal  military  schooling  had  a  positive  influence  on  their  professional 
competence.  With  respect  to  competence,  this  high  favorable  rating  could 
be  viewed  as  indicative  of  a  high  level  of  satisfaction  with  the  formal 
Army  school  system. 

-  Other  issues  with  significant  positive  responses  included  65%  for 
"increased  command  tour  length  good  for  commanders";  58%  for  "increased 

command  tour  length  being  good  for  the  unit"  although  33%  of  the  officers 
responding,  were  not  sure. 
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-  Additional  significant  findings  based  on  responses  to  issues: 


ISSUE: 

%  Not  Sure 

%  Pos 

%  Neg 

OPMS  is  better  than  OPO  (Branch) 

54 

-25 

21 

Quality  of  new  off  is  better  than  pre-VN 

51 

18 

32 

OPMS  has  reduced  careerism 

44 

11 

45 

Command  board  selects  best  commanders 

31 

34 

35 
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Any  Magazine 


Lieutenant  Colonel  Janes  L.  Estep,  writing  in  the  April  1982  issue 
of  Army  magazine,  projects  some  Interesting  thoughts  regarding  the  cen¬ 
tralized  command  selection  system*  His  article  "Paper  Commanders  -  Is 
Centralized  Command  Selection  Ihe  Best  Way?"  provides  some  of  his  per¬ 
ceptions  regarding  shortcomings  of  the  CCSS  based  in  part  on  a  survey 
that  he  conducted.  The  survey  of  attitudes  about  the  caliber  of  lieu¬ 
tenant  colonel  commanders  at  a  CONUS  installation  and  the  CCSS  elicited 
generally  favorable  responses  from  brigade  commanders.  However,  LTC. 

Estep  points  out  that  these  commanders  did  observe  that  they  knew  of  other 
officers  not  selected  for  command  tdio,  in  their  opinion,  would  have  been 
as  good  or  better  commanders  than  those  serving  under  them. 

The  nonselected  officers  felt  that  their  contemporaries  who  had  been 
selected  were  performing  well.  However,  his  evaluation  of  the  CCSS  was 
not  so  favorable*  With  rare  exception,  he  felt  that  the  system  selected 
the  generalist  -  the  officer  who  had  "punched  his  tickets"  in  all  areas  - 
instead  of  the  specialist  -  the  officer  ^o  had  demonstrated  in  combat 
and  through  extensive  troop  duty  that  he  is  better  qualified  to  command, 
•••.many  a  nonselectee  felt  that  extensive  troop  and  combat  duty  actually 
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penalized  him  under  the  selection  process* ••• 

Perhaps  a  unique  feature  of  LTC.  Estep's  survey  was  soliciting  the 
opinions  of  senior  NCOs.  Their  opinions  appear  more  critical  of  the  CCSS 
and  shoved  partiality  toward  the  old  system  of  selecting  commanders.  Their 
responses  suggested  the  old  system  provided  more  technically  competent  com¬ 
manders  vbo  were  more  understanding  and  concerned  about  the  welfare  of  their 
troops*  To  these  senior  HOOs,  technical  competence  borne  of  extensive  and 
recent  troop  duty  is  an  essential  criterion  for  the  best  commander  and  it 
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contributed  to  their  being  attuned  to  their  troops* 

To  correct  the  perceived  shortcomings,  LTC.  Estep  proposes  changes 
at  two  levels;  internal  (actions  at  DA)  and  external  (actions  at  field 
level), 

-  At  DA  level  he  proposes: 

~  Revising  the  guidance  to  selection  boards  to  em¬ 
phasize  (weighting)  real-world  command  qualifi¬ 
cation  criteria  as  opposed  to  the  "whole-man"  con¬ 
cept,  ,,, there  is  a  very  real  perception  in  the 
field  that  the  process  is  little  different  from 
any  other  board  action  such  as  promotion,  schools 
and  the  like,  encompassing  basically  the  sane  se¬ 
lection  criteria, 

—  Eliminating  the  promotable  major  and  lieutenant 
colonel  from  consideration  by  their  respective 
command  selection  boards.  Command  vacancies  are 
few;  for  every  "promotable"  selected,  a  qualified 
in-grade  officer  has  lost  his  opportxmity  to  com- 
cand,  probably  forever, 

—  Discontinuing  consideration  of  OPMS  in  selecting 
command  designees,  OPMS  is  here  to  stay;  its  cre¬ 
dibility  will  not  suffer  if  eliminated  from  a  sin¬ 
gle  process,,,, the  primary  criterion  for  selection 
should  be  the  officer’s  demonstrated  ability  to 
lead  troops,  not  how  well  he  might  have  performed 
as  a  finance  or  community  activities  management 
officer, 

-  At  field  level  he  proposes: 

—  Forcing  the  officer  within  the  zone  of  considera¬ 
tion  to  declare  his  intent  to  command  prior  to 
convening  the  board,,,,the  onus  of  declaration 
should  be  on  the  officer  ^o  truly  desires  to  com¬ 
mand,  DA  simply  should  not  waste  the  tine  and  re¬ 
sources  involved  in  screening,  selecting  and  slat¬ 
ing  an  officer  idio  has  no  desire  or  intention  of 
accepting  this  responsibility, 

•—  Decentralizing  the  selection  process  to  a  limited 
degree  through  the  incorporation  of  field  input, 

,,,The  following  two  proposals  might  be  incorpor¬ 
ated  in  whole  or  in  part.  In  like  manner,  boards 
could  evaluate  (or  weight)  this  data  to  any  degree 
felt  appropriate.  In  both,  this  information  would 
be  for  the  board’s  use  only,,,, It  would  not  be  re¬ 
leased  to  the  officer  being  considered  or  become 
part  of  his  OHPF, 

1,  Force  the  senior  rater  to  rank  order  those  in¬ 
zone  officers  under  him  when  the  MILFERCEN  announces 
that  the  selection  board  is  to  convene, 

2,  Consider  the  implementation  of  subordinate  ratings, 
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Under  this  proposal  a  special  report  Bight  be  ren¬ 
dered  on  the  officer  concerned  by  his  ratees,  in 
conjunction  vith  the  announcement  of  the  boai^l* 

—  Implenent  a  "one-in-three"  selection  concept*... 
allow  field  cooaanders  to  select  one  out  of  every 
three  connanders  now  chosen  by  the  CCSS.... Al¬ 
though  the  proposal  is  bold..*a  "one  third"  r^ 
turn  to  a  selection  process  that  stood  the  Army 
in  good  stead  for  200  years  and  ten  major  con¬ 
flicts  would  not  seem  to  be  either  radical  or  pre¬ 
carious. 9 

LTC.  Estep  concludes  that  "field  sources"  agree  that  the  CCSS  is  good 
but  it  could  be  better  and  ought  to  be  improved. 

The  preceding  findings  and  recommendations  are  not  intended  to  show, 
in  a  defenitive  way,  the  broad  Impact  of  OFHS  on  the  development  of  battal¬ 
ion  and  brigade  commanders*  Rather,  the  Intent  was  to  reflect  some  degree 
of  correlation  vith  the  kinds  of  responses  received  in  a  survey  of  the 
USAWC  class  of  1982  and  certain  of  the  findings  and  recommendations  in  the 
preceding  studies. 

USAWC  Class  of  1982  Study  On  OPMS 

The  survey  of  the  class  of  1982  was  used  as  a  device  to  gather  more 
specific  data  regarding  opinions  and  perceptions  about  the  impact  of  OPMS 
on  developing  qualified  battalion  and  brigade  commanders.  In  initiating 
the  survey  I  had  reason  to  believe  that  perceptions  and  opinions  would 
differ  significantly  by  branch.  However,  the  resxilts  show  remarkable  sim¬ 
ilarity  across  all  branches. 

Questionnaires  were  nailed  to  l6l  students  (all  OPMS  managed  officers) 
in  the  class.  Completed  questionnaires  were  returned  by  124  students  and 
47  of  those  contained  written  comments  in  response  to  open  ended  questions. 
The  following  specific  findings  relate  to  the  survey  analysis*  The  respon¬ 
dents  included  72  combat  arms,  26  combat  support  and  26  combat  service  8U|>> 
port  officers*  Only  8  officers  had  not  commanded  at  battalion  or  brigade 
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level.  .'Forty  three  officers  described  their  careers  to  date  as  prinarily 
troop  duty,  7  as  prioarily  staff  duty,  72  as  balance  between  troops  and 
steiff  and  2  indicating  other. 

ISSOE:  Commanders  must  be  developed  through  scheduled  schooling  and  assign¬ 
ments. 


Category  Label 

Strongly  agree/agree 

93% 

88% 

84% 

Neutral 

6% 

8% 

8% 

Strongly  disagree/dlsagree 

1% 

4% 

8% 

OOfOlEirr:  Responses  here  suggest  overwhelming  acceptance  of  the  importance 
attributed  to  schooling  and  assignments  in  the  command  development  process, 
which  are  OPMS  managed  or  controlled,  niere  is  general  consistaney  within 
each  officer  category  and  is  not  inconsistent  with  findings  of  the  1979 
US  War  College  Professionalism  study. 

ISSUE:  Schooling  and  assignments  should  be  centrally  managed. 


Strongly  agree/agree 

86% 

62% 

92% 

Neutral 

10% 

23% 

4% 

Strongly  disagree/disagree 

4% 

25% 

4% 

C0MKE3TT:  The  disparity  between  combat  support  officer  responses  and  those 
of  combat  arms  and  combat  service  support  cannot  be  explained  by  other  s\ir- 
vey  data  or  written  comment.  However,  even  combat  support  officers  genera 
ally  agree  on  the  need  for  centralized  management  of  schooling  and  assign- 
moits. 

ISSUE:  OPMS  is  an  effective  mechanism  for  officer  assignments  in  a  manner 
conducive  to  developing  qualified  commanders. 
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Category  Label 

Combat  Arms 

Combat  Sunnorb 

Combat  Svc  Sot 

Strongly  agree/agree 

US 

31% 

62% 

Neutral 

29% 

35% 

23% 

Strongly  disagree/disagree 

2ns 

34% 

15% 

COMMENT:  These  data  suggest  an  area  for  iaprovement*  Clearly,  less  than 
half  of  the  officers  responded  positively  to  the  OPMS  impact  in  this  area. 
The  more  positive  CSS  response  might  be  attributed  to  the  more  management 
characteristics  of  their  coninand  positions  than  is  true  of  combat  and  com¬ 
bat  support  command  positions. 

ISSUE:  OFMS  is  an  effective  mechanism  for  managing  officer  schooling  in 
a  manner  conducive  to  developing  qualified  commanders. 


Strongly  agree/agree 

59% 

62% 

58% 

Neutral 

29% 

19% 

27% 

Strongly  disagree/disagree 

14% 

19% 

15% 

CONMEtrr:  Generally  a  favorable  disposition  toward  OPMS  management  of  of¬ 
ficer  schooling  although  less  favorable  than  the  results  of  the  1979  Pro¬ 
fessionalism  study.  It  is  also  an  area  for  possible  Improvement. 

ISSUE:  Qnphasis  placed  on  developing  additional  specialty  skills  impacts 
adversely  on  deliberate  development  of  proficiency  in  entry  specialty  skills. 


Strongly  agree/agree 

48% 

35% 

39% 

Neutral 

24% 

23% 

19% 

Strongly  disagree/disagree 

28% 

42% 

42% 

COMMENT:  Almost  half  of  the  combat  arms  officers  agree  with  the  statement 
idiile  less  than  a  third  disagree.  The  Indication,  I  believe,  is  that  basic 
entry  specialty  proficiency  is  at  least  perceived  to  suffer  because  of  em¬ 
phasis  on  additional  specialty  development.  This  is  not  reflected  as  a- 
cutely  for  combat  8up>p>ort  and  combat  service  support  cfflcers  because  for 
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these  officers  there  tends  to  be  closer  oorrelation  between  entry  and  addi¬ 
tional  specialties* 

ISSUE:  Bnphasis  placed  on  developing  additional  special'^  skills  tnpact 
adversely  on  deliberate  developnent  of  proficiency  in  eomand  skills. 


Category  Label 

Combat  Arms 

Combat  Suoiaort 

Combat  Svc  Sot 

Strongly  agree/agree 

4555 

2755 

427o 

Neutral 

2455 

3955 

3155 

Strongly  disagree/disagree 

3155 

34% 

2755 

COMMESn':  Here  again  there  is  evidence  of  as  area  in  need  of  closer  atten¬ 
tion*  While  there  is  not  overwhelming  agreement  with  the  statement  there 
is,  nonetheless,  sufficient  agreement  to  suggest  improvement  is  indicated* 
ISSUE:  Ihe  perceived  OPMS  option  of  success  outside  of  coamand  works  to 
the  detriment  of  developing  qualified  commanders* 


Strongly  agree/agree 

25% 

27% 

23% 

Neutral 

23% 

27% 

39% 

Strongly  disagree/disagree 

5255 

46% 

38% 

OOMHENT:  These  findings  reflect  the  generally  favorable  attitude  that 
there  must  be  the  possibility  of  success  outside  of  command*  Indeed  it 
nay  suggest  the  awareness  of  a  need  for  highly  talented  officers  in  other 
than  command  positions  and  advancement  opportunities  compatible  with  of¬ 
ficers  pursuing  command  oriented  assignments* 

ISSUE:  OPMS  should  provide  a  command  specialty. 


Strongly  agree/agree 

41% 

15% 

27% 

Neutral 

11% 

152% 

152% 

Strongly  disagree/disagree 

48% 

73% 

61% 

CCMfOTT:  The  data  here  suggest  lack  of  support  for  a  ooamand  specialty, 
althou^  there  is  relatively  strong  support  in  combat  arms*  Based  on 
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narrative  eonments  provided,  the  aentinent  ia  that  a  oonand  apecialty 
would  polarize  the  officer  corps  into  eonnanders  and  ataff,  with  the  in¬ 
evitable  consequence  of  each  group  convinced  the  other  doea  not  under- 
atand  its  probLens*  Further,  the  opinion  ia  esqpreased  that  preaent  cod- 
■and  and  staff  tension  is  healthy,  because  we  all  pass  through  both  func¬ 
tions*  A  eonnand  track  would  turn  temporary  tension  into  standing  antag¬ 
onism,  which  could  fatally  flaw  the  cohesion  of  the  officer  corps. 

ISSUE:  Additional  specialty  designation  by  the  eighth  year  of  service  de¬ 
tracts  from  officer  development  of  entry  specialty  expertise. 


Cateeory  Label 

Combat  Arms 

Combat  Support 

Combat  Svc  Spt 

Strongly  agree/agree 

30% 

19% 

27% 

Neutral 

3^% 

23% 

19% 

Strongly  disagree/disagree 

39% 

58% 

54% 

COMMENT:  A  majority  of  respondents  did  not  agree  with  the  issue,  although 
this  is  less  clearly  so  of  the  combat  arms  officers.  Nonetheless,  all  is 
not  well  regarding  the  timing  of  additional  specialty  designation.  J^prox- 
imately  a  third  of  the  written  comments  provided  suggest  additional  spe¬ 
cialty  designation  should  be  delayed  2  to  5  years  and  or  restrictions 
placed  on  specialties  offered  to  officers  desiring  continued  command. 

ISSUE:  Additional  specialty  designation  by  the  eighth  year  of  service  de¬ 
tracts  from  officer  development  of  critical  combined  arms  skills. 


Strongly  agree/agree 

37% 

35% 

27% 

Neutral 

24% 

19% 

39% 

Strongly  disagree/disagree 

29% 

36% 

34% 

COMMENT:  These  results  are  Inconclusive,  but  they  do  suggest  a  degree  of 
nonsupport  for  eighth  year  additional  specialty  designation.  This  is  a 
soft  area  and  a  candidate  for  modification. 
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ISSUE:  Company  grade  officers  and  Junior  majors  spend  insufficient  time 
in  troop  duty  assignments  developing  leadership  skills  needed  to  effec¬ 
tively  command  troops* 


Category  Label 

Combat  Arms 

Combat  Support 

Combat  Svc  Spt 

Strongly  agree/agree 

65% 

58% 

50% 

Neutral 

20% 

19% 

23% 

Strongly  disagree/disagree 

15% 

23% 

27% 

COMMENT:  Strong  support  of  the  issue  is  reflected  in  these  results*  As 
amplified  in  written  comments,  there  is  the  belief  that  considerable  de¬ 
velopmental  skills  and  experience  are  not  realized  because  these  officers 
must  spend  a  disproportionate  share  of  their  time  in  other  than  troop  as¬ 
signments* 

ISSUE:  Current  centralized  selection  of  battalion  commanders  insures  the 
best  commanders  are  selected  to  command* 


Strongly  agree/agree 

69% 

46% 

62% 

Neutral 

20% 

23% 

27% 

Strongly  disagree/  disagree 

11% 

31% 

11% 

COMMENT:  These  data  indicate  a  s'bvng  favorable  disposition  of  the  respon¬ 
dents  toward  the  impact  of  the  CCSS  in  choosing  the  best  commanders  to  fill 
battalion  command  slots*  While  these  results  are  favorable,  there  remains 
areas  for  Improvement  as  indicated  in  the  written  comments* 

ISSUE:  Current  centralized  selection  of  brigade  commanders  insures  that 
the  best  commanders  are  selected  to  command* 


Strongly  agree/agree 

65% 

46% 

65% 

Neutral 

20% 

27% 

23% 

Stron^y  disagree/  disagree 

15% 

27% 

12% 

COMMEIITt  Same  M  for  battalion  oommanders* 
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ISSUE:  Extended  ooanand  tours  oontrlbute  to  developing  qualified  oonanders. 


Category  Label 

Combat  Arms 

Gombat  Sunnort 

Combat  Svc  Snt 

Strongly  agree/agree 

38% 

4655 

2755 

Neutral 

^8% 

2355 

1955 

Strongly  disagree/disagree 

U% 

3155 

5455 

COMMENT:  These  data  suggest  that  a  large  percentage  of  the  respondents 
do  not  see  extended  command  tours  contributing  to  developing  qualified 
commanders*  While  battalion  commanders  are  on  station  longer  their  subor¬ 
dinate  officers  are  not  slmilarlly  stabilized  to  benefit  fully  from  the 
battalion  commander  as  a  role  model* 

ISSUE:  OPMS  shoidd  provide  for  an  additional  dciU  identifier  (ASI)  to 
identify  commanders  at  the  company  grade  level  in  sufficient  time  to  pre¬ 
pare  then  for  later  lieutenant  colonel  and  colonel  command* 


Strongly  agree/agree 

31^ 

152 

312 

Neutral 

2055 

232 

152 

Strongly  disagree/disagree 

492 

622 

542 

COMMENT:  These  data  are  similar  to  data  for  the 

command  as 

an  alternate 

specialty  issue*  However, 

when  interviewed  in  small  groups 

with  a  defini' 

tlve  e:qplanatlon  of  how  an 

ASI  mi^t  be  used  the  response  vas  generally 

favorable* 

ISSUE:  OPMS  has  impacted  favorably  on  my  development  as  a 

commander* 

Stron^y  agree/agree 

2755 

312 

192 

Neutral 

m 

312 

502 

Strongly  disagree/disagree 

yyk 

382 

312 

COMMENT:  The  hlj^  degree  ambivalence  is  due  to  the  relativaly  advanced 
stage  of  career  development  the  respondents  were  in  yixmx  OFMS  vas  inple- 
mented*  Hoirevery  it  is  noteworthy  that  a  significant  number  felt  that  OFMS 
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has  had  a  positive  iapact* 

ISSUE:  Factors  other  than  OPHS  have  had  a  nore  favorable  ispact  on  my 
development  as  a  commander* 


Category  Label 

Combat  Arms 

Combat  Support 

Combat  Svc  Spt 

Strongly  agree/agree 

66% 

65% 

67% 

Neutral 

20% 

23% 

20% 

Strongly  disagree/disagree 

14% 

12% 

13% 

COMMENT:  The  flip  side  of  the  previous  issue* 

ISSUE:  Which  of  the  following  factors  has 

the  development  of  qualified  commanders? 

the  most  positive  impact  on 

rotc/usma/ocs 

6% 

42 

0% 

Civil  education/experience 

0% 

4% 

0> 

OPMS  (Mil/Civ  sch  and  asgmt) 

46% 

42% 

46% 

Own  Study 

13% 

4% 

15% 

Ldrship  example  of  others 

35% 

46% 

35% 

COMMENT:  These  data  clearly  indicate  the  tvo  areas^  OPMS  and  leadership 
examples  of  others,  as  exerting  by  far  the  greatest  positive  influence  on 
the  development  of  qualified  commanders*  It  is  of  more  than  passing  inter¬ 
est  to  note  hov  these  data  are  consistent  with  findings  in  the  1970  and 
1979  War  College  Professionalism  studies,  the  RETO  study,  LTC*  Estep's 
survey  and  other  writings* 

As  stated  previously,  the  questionnaire  used  also  provided  for  writ¬ 
ten  comments*  The  following  are  representative  remarks  extracted  from  the 
narrative  comments  of  questionnaires*  Remarks  are  grouped  by  branch  (com¬ 
bat  arms,  combat  support,  and  combat  service  support)  and  categorized  ac¬ 
cording  to  strength  or  weakness  of  OPMS  in  developing  q[aalified  commanders* 
Combat  Amst  S^dfic  strengths* 
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>  OPMS  provides  for  a  successful  career  outside  of  com- 
Band,  thus  reducing  the  mmber  of  officers  competing  for 
limited  number  of  commands  available. 

-  Provision  for  a  centralized  command  selection  system  and 
a  pre-command  course. 

-  OPMS  eliminated  "ole  boy"  battalion  and  brigade  command¬ 
ers. 

-  It  requires  certain  steps  to  be  accomplished  in  develop¬ 
ment  of  an  officer's  career:  nominative  assignments  only 
after  company  level  command  (for  combat  arms  officers), 
troop  duty  as  a  field  grade,  etc.. 

-  Provides  a  blueprint  for  officer  development:  the  young 
officer  knows  that  he  will  pidc  up  a  second  specialty  at 
bis  eighth  year,  and  that  subsequent  assignments  will  fo¬ 
cus  on  his  entry  and  other  specialty.  He  can  orient  on 
the  other  specialty  that  he  feels  would  most  contribute 
to  his  success/potential  as  a  commander. 

-  Provides  equal  opportunity  for  all  concerned  regardless 
of  individual  assignment  during  the  selection  period. 

-  Assignments  and  schooling  options. 

-  Helps  to  broaden  the  officers  outlook,  experience  and 
expertise.  An  officer  ^o  has  only  troop  time  will  not 
necessarily  be  the  best  qualified  commander. 

Specific  weaknesses. 

-  OPMS  does  not  control  the  ultimate  assignment  of  an 
officer  once  he  reaches  an  installation  -  except  for 
05/06  commanders  and  certain  controlled  specialties. 
Vhlle  this  gives  the  local  chain  of  command  flexibility, 
it  may  vozk  counter  to  OPMS  requirements. 

-  Extended  command  tours  is  an  over-reaction  to  earlier 
Justified  criticism  of  6  month  tours,  ticket  punching, 
diletante  commanders,  personnel  turb^ence,  etc..  Also 
extended  tours  xiltimately  rob  the  Army  of  a  large  reser¬ 
voir  of  experienced  commanders  to  serve  in  key  positions 
and  for  mobilization. 

-  The  command  selection  process  is  unwieldly  and  painfully 
slow. 

-  Too  much  emphasis  on  developing  an  additional  specialty. 

-  You  have  to  maintain  "outstanding"  performance  in  every 
job.  An  officer  may  be  the  best  commander  of  troops  we 
have,  but  if  he  does  not  get  outstanding  ratings  in  every 
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asslgoment,  regardless  of  type  or  iaportance  he  will 
never  see  eonnand  again* 


-  Die  apparent  inflexibility  in  the  past  -  eighth  year 
period  where  there  is  pressure  to  "qualify"  an  officer 
in  his  other  specialty  results  in  him  being  reassigned 
from  key  jobs:  the  officer  has  a  chance  to  be  a  battal¬ 
ion  20  (after  three  years  in  a  division)  tut  MlLPERCEti' 
moves  him  because  of  a  perceived  need  to  "qualify"  him 
and  because  its  time  to  move* 

-  Lack  of  input  from  commanders  in  the  field  (div/ corps/ 
bde)* 

-  Getting  locked  into  additional  specialty  at  critical 
time  can  be  detrimental*  For  example,  several  of  my 
contemporaries  and  myself  never  served  in  a  troop  unit 
or  staff  with  troops  as  a  major  due  to  "needs  of  the 
service"  in  our  additional  specialty  (49)* 

-  Does  not  allow  enough  troop  opportunities  for  majors; 
and  when  it  does  their  OI^S  alternate  specialty  may 
suffer* 

-  Extremely  difficult  to  get  the  right  mix  of  assignments 
to  insure  adequate  developsent  of  future  commanders; 
nevertheless,  I  still  believe  OPMS  Is  an  Improvement 
over  the  old  system* 

Combat  Support:  Specific  strengtlis* 

-  OPMS  provides  an  increased  opportunity  for  potential 
commanders  to  develop  knowledge  in  o'^er  functional  areas. 

-  Schooling  and  assignment  opportunities* 

-  Keeps  the  "good  old  boy"  net  from  operating* 

-  Pre-command  courses  end  our  schooling  system  offer  the 
best  classroom  preparation* 

-  Provides  proper  balance  of  assignments  at  all  grade 
levels,  however,  this  doesn't  happen  all  the  time* 

-  Officers  interested  in  preparing  themselves  for  ba't>> 
ballon  command  know  tdiat  schools  and  jobs  they  most 
succeed  at  in  order  to  be  oompeti-Uve  for  selection* 

-  Officers  have  the  option  early  in  and  throu^ut  their 
career  of  indicating  their  nondesire  for  command  by  not 
selecting  company  oommand  and  troop  duty  assignments* 


S^dflc  weaknesses* 


-  Asslgnaent  to  a  eoanand  position  by  MILPERCEK  does  not 
■ean  the  officer  will  eonmandy  especially  in  USAREUH* 
MILPERCEN  can  only  assign  to  a  location  or  conmand* 

-  The  system  is  very  xinforgiving.  A  mistake  as  a  lieu¬ 
tenant,  all  other  things  being  equal,  can  preclude  an 
officer's  selection  for  command* 

-  Does  not  emphasize  command*  Encourages  junior  officers 
to  avoid  troops  with  visions  of  success  in  alternate 
specialties*  Paints  a  false  picture  to  ROTC/USMA  grads 
of  upward  nobility  doing  what  they  perceive  to  be  "fun" 
rather  than  learning  the  nuts  and  bolts  of  leadership 
of  troops* 

Combat  Sei^ce  Support;  Specific  strengths* 

-  It  gives  commanders  something  to  do  when  they'er  not 
commanding*  The  promotion  system  "guarantees"  promo¬ 
tion  of  successful  commanders  to  06  level  (perhaps  at 
the  expense  of  successful  staff  officers)* 

—  Centralized  command  selection  for  05  and  06  command  is 
an  excellent  mechanism  to  place  the  best  qualified  of¬ 
ficers  in  command  and  eliminate  the  "good  ole  boy", 
"brother-in-law"  selection  criteria  of  the  past* 

-  Broadens  the  individual  in  staff  areas  critical  to  suc¬ 
cess  as  a  commander*  A  commander  cannot  be  "ignorant" 
of  staff  areas  and  therefore  be  forced  to  rely  on  "staff 
experts*" 

-  E2xposes  individual  to  varied  methods  of  accomplishing 
the  mission,  leadership  and  management*  This  exposure 
would  be  less  likely  if  an  individual  were  confined 
solely  to  a  troop  oriented,  command  "track*" 

-  Allows  for  promotion  without  command  so  that  only  those 
^o  really  desire  command  will  accept* 

-  Provides  for  development  of  specific  skills  and  know¬ 
ledge  required  for  success  in  command  slots  associated 
with  the  officer's  specialty* 

-  A  fair  system  for  promotion,  school  selection,  and  com¬ 
mand* 

Specific  weaknesses* 

-  Difficult  to  be  proficient  In  two  specialties  idien  you 
subtract  military  schooling,  civilian  schooling,  "branch 
immaterial"  assignments  e*g*  IG* 
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-  Failure  to  properly  identify  potential  eomnanders  ear¬ 
ly  and  Bake  assignaents  accor^ngly. 

-  Narrows  scope  of  officer's  knowledge  by  focusing  on 
two  areas;  general  knowledge  developed  through  branch 
iBBaterial  assignaents  are  as  important  to  profession¬ 
al  development  as  that  gained  through  specialty  con¬ 
centration. 

-  Some  OPMS  specialties  have  little  or  no  direct  rela¬ 
tionship  to  command  -  particularly  combat  arms  com¬ 
mand,  Time  spent  in  these  specialties  (ADP,  procure¬ 
ment,  FAO,  PAO,etc.)  may  well  detract  from  command 
qualification. 

-  OPMS  should  not  have  been  implemented.  I  do  not  see 
it  developing  commanders.  Instead,  it  is  used  to  pro¬ 
vide  Jobs  for  combat  arms  officers  in  peacetime.  OPMS 
could  ruin  careers  of  our  officers  04  and  below. 

-  Recent  decisions  to  lengthen  command  tours  markedly 
reduces  the  pool  of  command  experienced  officers  so 
vitally  needed  as  we  prepare  for  war.  There  is  no 
substitute  for  experience  when  striving  for  excellence, 

-  Assignment  system  is  not  controlled  at  DA  level.  Lo¬ 
cal  commander  determines  assignments  of  other  than  05/ 
06  commanders,  and  many  are  more  concerned  with  the 
needs  of  their  commands  than  the  career  development 
needs  of  Individual  officers. 

Small  Group  Discussions/interviews 


Although  the  discussions/interviews  were  not  exhaustive  and  were  in¬ 
sufficient  to  reach  definitive  conclusions,  they  did  suggest  a  course  of 
action  to  possible  improvement  in  our  present  system  of  developing  and  man¬ 
aging  qualified  commanders. 

Duilng  these  dlscusslons/interviews  attention  was  focused  on  a  proposed 
new  approach  to  commander  develoixsent  -  "Command  Tracking."  This  approach 
was  developed  in  response  to  concerns  reflected  in  the  sxirvey  results  re¬ 
garding  the  following  areas. 

-  The  insufficiency  of  OPMS  control  of  assignments. 

-  Assignment  policies  and  priorities  resulting  in  company  grade 
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officers  and  Junior  majors  spending  Insufficient  time  developing  command 
skills  and  experience. 

-  Lack  of  a  formal  process  or  procedure  for  early  Identification, 
designation,  and  development  of  qualified  commanders. 

-  Concerns  about  additional  specialty  designation  procedures. 

To  ameliorate  these  and  other  perceived  shortcomings  "Command  Track> 
ing"  was  developed  using  the  1978  RETO  study  recommendation  for  a  command 
ASI  as  a  point  of  departure.  Specifically  "Command  Tracking"  provides  for 
the  following: 

-  Continued  emphasis  on  the  assignment  of  officers  to  troop  duty  dur¬ 
ing  their  initial  tour  of  duty.  Maximum  effort  must  be  made  by  MILPBRCEN 
and  all  other  activities  and  commanders  to  assure  the  young  lieutenant's 
exposure  to  troop  leadership  positions  during  this  critical  formative  pe¬ 
riod. 

-  Subsequent  to  successful  company  level  command  officers  will  be 
identified  (through  award  of  an  ASI  or  other  device)  based  on  a  recommen¬ 
dation  by  the  officer's  battalion  commander  and  indorsement  iiy  the. brigade 
commander.  The  recommendation  would  have  to  be  concurred  with  by  the  of¬ 
ficer  recommended  and  he  would  be  permitted  to  decline  without  prejudice. 

-  Officers  not  designated  upon  completion  of  company  level  command 
would  continue  to  be  eligible  upon  recommendation  and  indorsement  by  ap¬ 
propriate  commanders.  Conversely,  those  officers  previously  designated 
would  be  subject  to  termination  of  their  status  for  cause  or  they  could 
elect  to  terminate  voluntarily  without  prejudice. 

-  Officers  identified  for  continued  command  development  through  "Com¬ 
mand  Tradclng"  would  be  afforded  maximun  opportunity  for  additional  com¬ 
pany  level  command  and  or  staff  duty  with  troops  at  battalion,  brigade  or 
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division  level*  Basic  entry  apeeially  developaent  cannot  continue  to  be 
conducted  identically  for  all  officers*  Rather,  command  oriented  officers 
must  be  allowed  to  pursue  one  path  while  those  officers  idio  are  not  com¬ 
mand  inclined  or  talented  pursue  another  path* 

.  Command  designated  officers  would  also  generally  be  expected  to  re¬ 
ceive  an  additional  specialty  in  vhich  expertise  could  be  developed  by  job 
assignment  at  division  or  lower  level  (SC  41,  35,  94,  54,  etc*)  and  which 
would  have  the  greatest  relevance  to  command. 

-  The  current  centralized  eommemd  selection  system  for  battalion  com¬ 
manders  would  continue*  However,  only  those  lieutenant  colonels  and  majors 
(P)  idio  were  previously  identified  for  command  development  and  idio  e^g^ress- 
ed  in  writing  an  intent  to  accept  command  if  selected  would  be  considered 
by  the  CCSS  board.  Those  officers  not  selected  for  battalion  command  after 
a  reasonable  ntimber  of  times  considered  (3  or  4)  would  be  expected  to  con¬ 
centrate  their  efforts  and  expertise  in  other  areas. 

-  Upon  successful  completion  of  battalion  command  officers  would  be 
selected  to  retain  the  "Command  TraddLng"  designation  by  a  KILPERCEN  screen¬ 
ing  board*  Selection  at  this  time  would  not  guarantee  eventual  brigade 
command  selection*  Rather,  it  would  Identify  those  former  battalion  com¬ 
manders  with  the  greatest  potential  for  brigade  command  and  provide  enhanced 
opportunity  for  them  to  increase  their  command  ddlls  through  assignments 
and  study*  Those  former  battalion  commanders  not  selected  to  retain  the 
"Command  Tradcing"  designation  could  then  concentrate  in  other  areas  of 
expertise  and  importance  to  the  Army* 

-  Upon  selection  for  promotion  to  colonel  only  those  officers  select¬ 
ed  for  continued  "Command  Tracking"  would  compete  for  available  commands* 

—  Officers  selected  would  be  permitted  to  indicate  their  pre- 
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ference  (subnitted  upon  announcement  of  the  convening  of  a  board)  for  com¬ 
mand  based  on  specific  commands  available.  Three  choices  of  location  or 
unit  would  be  permitted. 

—  During  the  slating  process  MACON  commanders  would  be  permitted 
to  select  one-third  to  one-half  of  their  commanders  flrom  those  colonels 
selected  for  command  and  indicating  a  preference  for  their  MACOK. 

--  The  remaining  command  vacancies  would  be  filled  in  accordance 
with  current  slating  procedures. 

—  Colonels  not  selected  after  3  or  4  times  being  considered  for 
command  would  devote  their  e^^ertise  to  other  vital  areas. 

The  response  to  "Command  Traclcing"  was  favorable  regarding  improved 
impact  on  developing  qualified  commanders.  However,  there  was  concern  ex¬ 
pressed  that  its  overall  healthy  impact  on  the  entire  officer  corps  is  de¬ 
pendent  on  the  perceived  fairness  to  those  officers  who  either  opt  out  or 
who  are  opted  out  of  "Command  Tracking."  This  is  accepted  as  a  legitimate 
concern  which  can  only  be  abated  'Uirou^  continued  promotion  and  school 
selection  board  results  that  reflect  equality  of  opportunity  for  advance¬ 
ment.  In  the  final  analysis,  the  success  of  OPMS  may  not  so  much  depend 
on  how  it  impacts  on  the  developaent  of  qualified  commanders,  but  rather, 
on  how  it  permits  those  best  qualified  for  command  to  pursue  that  career 
while  making  a  noncommand  career  equally  attractive  for  others. 

"Command  Tracking"  is  not  a  panacea  or  prescription  for  guaranteed 
successful  command,  nor  is  it  intended  to  be  -  only  performance  on  the  job 
will  do  that.  However,  It  does  provide,  in  a  systematic  and  deliberate 
fashion,  the  kinds  of  opportunities  for  growth  and  maturi^  in  command 
dcill  enhancing  environments  essential  to  developing  qualified  commanders. 
It  offers  the  prospect  of  reversing  the  trend  of  our  junior  officers  spend- 
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ing  too  little  time  In  troop  units  understudying  proven  leadership.  Pur- 
ther,  It  would  reflect  that  professional  competence  In  cc»iimander  dcills  Is 
a  product  of  the  formative  years,  and  a  process  that  must  be  augmented  on 
a  continuing  basis. 

CONCLDSION 

The  foregoing  discussion  points  up  the  widely  differing  opinions  held 
regarding  the  impact  of  OPMS  on  developing  qualified  commanders.  But,  it 
is  still  clear  that  there  is  general  agreement  that  OPMS  represents  an  im¬ 
provement  over  the  system  it  replaced.  The  favorable  impact  of  the  formal 
schooling  system,  reduction  in  the  effectiveness  of  the  "good  ole  boy"  net,^ 
extended  command  tours,  centralized  command  selection  system,  and  the  op- 
portiinity  for  success  outside  of  command  are  preceived  to  Impact  favorably 
on  developing  qualified  commanders.  However,  on  the  negative  side  of  the 
ledger,  there  is  concern  that  there  ought  to  be  greater  OPHS  impact  by  way 
of  more  concentrated  and  systematic  development  of  command  skills.  Such 
development  based  In  part  on  the  following: 

-  Early  id^tifl  cation  and  training  of  future  battalion  and  brigade 
commanders. 

-  Modification  of  additional  specialty  designation  procedures. 

-  Greater  assignment  stabilization  for  Junior  officers  in  order  to 
realize  the  full  benefit  from  the  battalion  commander  as  a  role  model. 

The  1978  Review  of  Education  and  Training  for  Officers  study,  in  its 
analysis  of  commander  management,  concluded  that  "the  Army's  future  needs 
for  a  well-rounded  professional  officer  corps  will  be  enhanced  if  command¬ 
ers  are  recognized  early  and  schooled,  groomed,  and  nurtured  for  future 
higher  level  commands;  and  if  talented  officers  tiho  will  never  command 
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perceive  reasonable  opportonity  to  adiieve  their  full  potentlal**^^  Re¬ 
grettably,  four  years  later  the  sane  observation  can  be  nade.  Conuand  is 
too  important  for  this  situation  to  be  allowed  to  continue*  Uhile  the 
officer  and  his  commander  must  continue  to  share  a  large  part  of  the  re¬ 
sponsibility  for  oommander  development,  OPMS  must  provide  the  oentralizing 
guidance  and  management  to  insure  that  only  the  best  qualified  commanders 
are  identified,  groomed,  and  nurtured  for  oommand*  "Command  Tracking" 
offers  a  systematic  approach  to  blending  the  efforts  of  all  in  achieving 
the  common  goal  of  developing  the  best  qualified  commanders  for  future 
higher  level  command* 
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